CULTURAL SPECIFICITY AS SUPPORT FOR

THE ROMANIAN MANAGEMENT
The management of Romanian companies is still going through a continuous change, adaptation and consolidation, as a function of both general and specific, local conditions, between standardization and individualization. At a philosophical level, as methods, practices, strategy and action, as well as from the point of view of activating different structures and mechanisms in order to accomplish the organization's mission and objectives, Romanian management is neither unique, nor utterly different.
Its main characteristics were often analyzed by Romanian specialists, in order to obtain, if possible, a specific typology ; Ionescu (1999); Abrudan et alii (1998) ). Adding these to more general references (as Hofstede, Trompenaars or GLOBE, for example), as well as to other studies on cultural specificity, we can extract some specific factors of influence for the management of the Romanian companies. a.
From a strictly geographic sense, the space covered by the Romanian population had, probably, the highest stability. The Dacians, Romans, and other populations living within the borders of the so called CarpathianDanubian area gave birth to the Romanian people. The closeness and limitation of the area, a certain isolation alternated with occasional openness and unplanned bursting and confrontations with unexpected enemies. The space is a mixture of difficult and attracting places, rather miraculous and surprising, offering protection and surviving conditions in rough timescharacteristics transferred also to the people living here. Being Christianized relatively early, following a long period of primitive paganism, the local people understood the new religion as a salvation, although orthodoxy was just a continuation of their former relationships with divinity. A lack of genuine culture or an inconsistent one, a lack of systematic writing science did not favour a real understanding of the new God or morality, thus the people remained rather mystical and mysterious, excessively dogmatic, without sufficient logic and rationality in approaching and mediating the relationship with the divinity. A certain ideological indoctrination, an inhibitory humiliation, as well as certain duplicity were necessary for the local people to survive. Moreover, the Orthodox Church left average people outside the initiation process, and did not create schools or other training facilities, because ignorant people were easier to manage. b.
As a succession of facts and events with certain relevance, history was rough and consuming for the people, without being a product of their initiatives. Initially, Romanians were not eager to step outside their borders, living in a rather peaceful isolation, trying to run away and hide in front of warrior enemies; only from time to time, lead by ambitious and courageous commanders, did they try to fight back, without the need of dominating other people. This is why people lacked the advantage of real innovation, being rather good at improvising and adapting. Less aggressive, with the fear of uncertainty and unknown, people minded their business, preferring to strategically retract and even loose material belongings instead of confronting others. Only later on did homogeneous communities develop, governed by powerful princes or rulers, willing to defeat their principles and autonomy, independence and freedom. Moreover, schools started to develop relatively late, at the same time with the state structures and rules. Although full of passion and intelligence, Romanian people were less attracted by novelty quests and scientific conquers, preferring to imitate, improvise and adapt. This is why, later on, when trying to fight for freedom and autonomy, we were somehow unsure and hesitant, not used with strategic thinking and diplomacy. These roots are still present nowadays, making Romanian managers good and willing to perform well, but almost always surprised by events and not sufficiently prepared for the future. c.
Socially speaking, the evolution of the Romanian population was far from linear and less conformal to the logic of history of other European people.
Outside the family, the other social entities did not really have a consistent value. Local people almost always perceived group organization and community as being natural, without building and applying certain rules or philosophies. Even nowadays the social is an extension of the natural evolution and less of an expression of rational organization and intervention. Family is still the basic cell, but the individual is rather superficially connected, although he/she sometimes depends on this family untill quite late, even after the necessary separation required to form a new family. From here, probably, we get a late maturisation of Romanians, their need for tutoring and guidance, for help in taking decisions and acting.
The consequences of this natural conception remain visible at group and social class level. We have a rather particular social stratification, extremely fractured, with high percentages at the base (peasant population, not only without material resources, but also not cultivated), with a less developed and inconsistent middle class, hesitating between the ideology of winning through work and that of a stable and equal distribution of wealth, and a highly contested upper class, sometimes rich, but most certaintly uneducated.
Another important social category, intellectuality, was always almost decimated, either through an insufficient orientation of the leading political parties, the crimes of the continuously changing government systems or even the attitude of intellectuals themselves (i.e. less altruistic and less prone to social compromises). The intellectual elite, the most dynamic and influencing one, was insufficiently promoted, and when it threatened to access the necessary critical mass, it was excluded from the society, incarcerated, exiled and even killed.
The corresponding management system was built and supported by hesitant managers, anchored in the present and less preoccupied by the enigmas of the future and its incertitude, adaptable but very fearful and shy in front of changes, productive as individuals, but looking for a refuge in collective decisions when problems are too complex, full of imagination and able to obtain spectacular results, but also failures, with a logic based on a reduced abstractisation power, with a stronger intuition rather than rigorous calculus, conflictual as well as pacifist, at the same time, able to improvise and less sensible to constructive criticism.
d. The political environment is a consequence of culture and cultural specificity and has, in turn, a particular influence on the education, training and development of individuals. Romanians developed very late their political philosophy and democracy arrived quite late in the conscience and behavior of this people. Political ideology developed late, in the XX century and just shortly, being destroyed and deformed, distorted by the communist system. This is why the Romanian manager is rather mimetically acting in terms of politics. We still lack a certain consistency and stability of the political thinking and practices, at local, national or international level. e. From the economic development point of view, Romania became important towards the end of the 19 th century. With a wealth of resources, a rather numerous population, even if not well educated, better administered under the newly installed monarchy following the independence, Romania started to attract attention from the civilized world and, thus, obtain a better place within the developed nations. Education became better, industry more productive, agriculture a more modern one. Romanians became more cultivated and willing to consolidate their positions, as individuals and as a group. Unfortunately, it did not last long, and communism put a stop to these positive tendencies. Evolution was oriented towards a depersonalized one, and the whole attitude towards work and human resources were distorted, the management and the managers became less explicit, quite different from the Western concepts, and new principles (i.e. centralism, socialist planning and political dirigisme) were developed -those of. The Communist Party's, imposed at central level, decisions were the most important ones, even when they had nothing to do with economic and social needs or realities.
After 1989 and the fall of the communist system in Romania, the return to a market economy had a tremendous opportunity cost. The restructuring and reconstruction of the economy based on market principles did not beneficiate from the much useful and necessary support of a professional managerial system. The manager's job, previously distorted, had to be reconsidered. The whole process was specific to the agitated history of the country: shy and hesitating, slow, with a lot of improvising and short term actions, with a lot of imitations and not appropriate adaptations. The Romanian management system and managers seem not to have had the necessary time to create and develop an articulated and efficient conception, philosophy and mechanisms for a profitable business on medium and long term, proactive instead of passive on the international market.
From a cultural point of view, the evolution of the population was also less linear. Although the Latin part, dominant, is the most visible one, other cultures produced strong influences -especially the Slavic, Turkish, and Hungarian ones. This also involved a certain attitudinal and behavioral ambiguity of Romanians, certain introversion, as well as duplicity, a bigger risk and incertitude aversion.
CHARACTERISTICS OF THE ROMANIAN PRESENT MANAGEMENT
The experience accumulated during the transition period (following 1989 -the year the communist regime fell) allowed the Romanian enterprise to evolve, not always positively, but in connection with international changing markets.
Compared to other former socialist countries (i.e. Poland, Hungary, Czech Republic or Slovakia), transition was longer and more difficult. The success, as well as the failures of this transition process could be largely explained by the quality of the management. From this point of view, Romania is paradoxical.
The management of local companies was exposed to specific constraints, going further than the managers' knowledge or experiences. Management has an important place among success factors, but in transitional economies this fact was rather ignored. The lack of financial resources and the low level of technological development were usually evocated in order to explain the failure of many companies, especially the state owned or those for which privatization was delayed. Management was extremely rarely taken into consideration as a possible cause of these failures, and this is somehow natural or explainable since managers do not like to admit that their actions lack consistence or coherence, or that their decisions were not the best ones.
We can talk about four categories of managerial factors, which we labeled as incitation factors (1), motivations (2), inhibiting factors (3) and competencies (4) . The following description is based on the analysis of several Romanian companies, as well as on informal interviews with foreign companies' managers which had worked with Romanian businesses.
Incitation factors
Without any regard to what the official position or convictions of managers were, the transition to the market economy was real and inevitable,. As a general way, the initial incitation for the transition was superficial, even for managers, for smaller or bigger companies. They thought that the access to the developed capitalism and a state of well being would be easier, especially hoping that developed countries would help, interested by a rapid progress of Romania. Very few managers were aware of and willing to talk about the real difficulties of transition, sometimes without knowing how fragile the whole management system was. The new "bosses", directors and administrators, did not raise the issue of their managerial competences within the new economic framework in which major decisions are the essential attribute of management. The new managers, elected through democratic mechanisms or named by official structures or political hierarchies, replaced the former managers and, usually, contested by trade unions and employees, but they did not necessarily have more experience or better knowledgethan the former ones. Very few people thought about the necessary strategic vision at micro or macro level, and even less were preoccupied to train good managers for the companies that needed to be efficient actors on a highly competitive market. Over time, they discovered the need to develop and adapt new managerial methods and mechanisms, but a lot of time was already wasted.
The perspective of a rapid accumulation of capital was the major incitation of transition. Over time, launching a business became a challenge for many. Immediately following the 1989 Revolution, a general economic degringolade took place and pushed people into the adventure of trade exchanges. Attracted by the miracle of a rapid enrichment through commerce and business tourism (in neighbor countries, less expensive and easier as access), many Romanians developed such businesses, which proved to not always be very profitable, yet easy to launch.
Another incitation was the legislation vacuum during the first years following the Revolution. Many laws and rules became obsolete, other were contested and abrogated, and others were simply not respected. As a matter of fact, even the law guardians were interested by the profit they could make. The rhythm in which new laws were promulgated by the Parliament was sometimes contradictory -it was slow and lacking methodological procedures. The impression was that everyone was interested in delays because capitalism meant disorder, anarchy and a frenetically run towards wealth and richness. There were even jokes about the Romanian, "original" capitalism. Efforts of organization and regulation were often blocked or delayed by interested parliamentarians.
The money obtained during this time was only rarely transformed in direct capital investments. Most of it was consumed, the owners preferring to buy luxury goods and expensive vacations. Very little was reinvested, usually in the same sector from which the money was initially obtained (i.e. commerce). Because no investments were done in industry, agriculture or public works, a profound structural disequilibrium appeared, and the successive governments were not able to deal with this. Failures and bankruptcies grew in number and the majority of the public enterprises were in difficult positions. Public investments were derisory, imports grew up and the external debt as well.
During the first years of the transition there were small inciting factors in terms of fiscal taxes for newly created businesses and deductions for foreign investors, which produced some positive effects. Unemployment and inflation, the decrease in real salaries and the increase of the price of production factors pushed people to find solutions and get into businesses. After a while, realities became quite different compared to the initial hope, disappointment and despair taking the lead, and people started to consider that transition was bad. The image of capitalism changed, transition became something imposed by the Western world in order to make all Romanian businesses fail and the incitations for businesses disappeared, without any interest in acquiring management knowledge and abilities.
Motivations
Besides classical motivations (i.e. need for power, desire to become rich, need for autonomy and independence, desire to challenge own's abilities), specific motivations can also be identified. A strong motivation, rarely admitted, is politics -or what we might call "political love", if love and politics can be associated.
In fact, it is about a combination of economics and politics. Following the beginning ofthe transition period, politicians (i.e. those who were initially involved in politics, without being real politicians, according to the Western acceptation of the word) realized, quite easy, the interdependencies between economics and politics. With regard to the electoral campaigns, the political success was strongly connected to the available resources (derived from various businesses) while the business' success was possible through the political help (i.e. public offers to specific persons, special laws, etc.). If the first elections were won just by chance, the following belonged to those who knew exactly how to take advantage of the relationship between the economical, social and political factors. Political fights became economic fights. The richest and most powerful businessmen are politicians, and the most capable politicians are also rich businessmen.
Another specific motivation for the Romanian transition belongs to the psychological and sociological field and could be labeled "unconscious egocentrism". Apparently, socialism was a system for social and socializing behaviors. In reality, individuals were permanently frustrated since their own personality was anishing due to the fact that decisions were taken by persons who controlled everything (i.e. positions, attitudes, opinions and behaviours). Because individuals did not have the possibility to express themselves, they ended up exploding following 1989. The sad show of the Romanian Revolution was an effect of this explosion. In business, also, the new freedom allowed individuals to test their qualities and ambitions. Launching into business was sometimes an unconscious act, and a considerable number of such individuals had no any idea whatsoever about how a business could or should be managed, therefore, it should not come as a surprise that most businesses failed.
Inhibiting factors
For Romanians, the most important inhibiting factor in business was and still is the lack of an entrepreneurial mentality. Previously impregnated by egalitarian references towards property, Romanians have not fully adapted to the conditions and exigencies of the market competitive environment. In order to do business, one has to take risks and give up a part of consumption in order to make investments and obtain profits. However, for people who were told that deriving profit meant exploiting human resources and that an entrepreneur is voracious and exploits the poor population, producing inequalities, it was hard to develop an entrepreneurial spirit. During the communist, egalitarian and totalitarian period, the spirit of entrepreneurship almost completely dissappeared, leaving Romanians unprepared and sometimes hostile towards such business approaches.
Moreover, the idea of wisely gaining from intelligent businesses was and continues to be rejected. Having certain laziness, people prefer to save money using bank deposits, for which risks are perceived to be lower than other forms of investments. A mentality which constitude a serious obstacle during the transition period, and which was far more common in Romania than in other Eastern European countries, was the concept that money obtained as interest payments was not regarded as profit, than Another inhibiting factor is the instability of the juridical system, together with its inconsistency. Except for the Constitution, almost every regulation went through frequent and significant changes, the most terrifying fluctuation being registered for vital fields such as property protection, security and stimulation of investments, sanctions applied in case of economic infractions, monopoly and competition, business ethics, and consumer protection.
A serious inhibiting factor is the inconsistency of managerial instruments. The accounting system, for example, is just a support for the fiscal policy, dominated by a static vision. For example, a company facing difficulties, even without liquidities, with important debts, could have, on paper, benefits -and so would have to pay taxes on profit, because money appear on the bill, even if they were not actually cashed.
Other inhibiting factors can be found in the administrative bureaucracy, in corruption and the tolerant attitude towards bribing -Romania registering lately a regress in terms of the corruption index.
Competencies
The issue of managerial competencies could be approached from several points of view. Taking into consideration the type of manager and the size of the business, as well as their involvement in international activities, we could talk about four groups of enterprises and managers, which we labeled as (a) "cooperatives", (b) "infatuated", (c) "lions of international bureaucracy" and (d) "new arrivals".
(a) The "cooperatives" group, apparently less significant, is constituted by the ancient associative enterprises, quite frequent before 1989, mostly in agriculture, and some exceptions for the services or small industry. They were administered at the edge between autonomy and centralization. Their management was assumed by small decision groups and was a strange combination of routine, conventions and personal relations. After 1989, these administrators were among the first entrepreneurs -they became owners of the small cooperatives. Having the necessary experience and empirical abilities, together with a natural dynamism and a network of business relationships, sometimes with former important members from the Communist Party, they succeeded quite well in business. They rarely had the ambition to create big businesses, preferring to develop in small steps, to individually accumulate capital and invest less and with extreme caution, keeping their businesses as family-run ones. They tried to evaluate with the same discretion as before, finding ways of avoiding the fiscal taxes and keep in the shadow. They didn't even develop brand names, but despite this oversight, for quite a while, these businesses were really successful. (b) The "infatuated" group or the "nose in the wind" consisted of former administrators, directors, chief accountants or chief engineers from the former state companies. They were nominated for those positions by hierarchical superior structures, with the Communist Party's approval. They were people appreciated by the party, but besides this political influence, they had to have at least some basic competencies, even if such nominations were not primarily based on people's technical abilities. Before the 1990s, most managerial positions were held, by engineers who despite havingprofessional competencies, most certainly lacked managerial. Several training structures for managers at all levels existed, organized by the communist party, in which a mixture of professional, managerial and especially political formation (in the sense of political indoctrination) was offered. This is how basic managerial abilities were acquired, and everything was conceived for a company that represented a small piece within the bigger mechanism of the national economy. Even accounting and financial instruments were politicized and rigid, the rules of the communist party being the most important ones. If knowledge was available in the technical field or those of stocks management and production and operations management, this was not the case for sales management, marketing and promotion or human resources management -which were practically inexistent. In some universities there were courses, sometimes disguised, through which professors tried to introduce students to these subjects, usually in the field of economic training. This category of administrators and managers took the main managerial positions for the big companies; they were nostalgic, rigid and fond of their experiences, and constituted the biggest barrier against transition. According to them, the centralized system was infallible, the big decisions had to be taken by superior hierarchies, and major changes were neither possible, nor necessary. Their managerial knowledge was supposed to be the best, and when their companies were on the brink of bankruptcy, they cried for help and governmental support and waited for debts to be exonerated and for someone (it was not clear exactly who) to solve their problems. For such managers the ideas of competition and business opportunity did not exist. They were full of vanity, incapable of accepting any lesson, allergic to the idea that their principles could or should change, in order to adapt to the market economy and a new type of management. Perceiving the danger of disappearance of the state companies they managed, some, ended up creating their own, very similar, companies, either to ensure survival or enrichment. They fought against privatization, waiting for the retirement and willing to continue cashing extremely large salaries. Nowadays, there are still representatives of this category, their elimination being impossible, because they still have the support of power structures from the Parliament, Government, local administration etc.
(c) The "lions of the international bureaucracy" is the most powerful and restricted group. They are ancient bureaucrats from the external trade and export companies which existed as autonomous entities or as entitites within various Ministries. With a good education, having political support and a rich experience in international trade, this group quickly succeeded to valorize previously created relationships, by ending up possessing important parts of their former companies. Initially discrete, yet totally open afterwards, they succeeded to expand these companies and monopolize entire sectors (e.g.: furniture industry, hospitality services, textile companies, electronic commerce and others). Being good managers, tenacious and extremely mobile, having also a better cultural sensitivity, due to their former international experiences, they soon became the richest and most influent Romanian businessmen. They were intelligent and ambitious, able to estimate and take risks, but at the same time voracious and unscrupulous. They generally created teams of managers with a good professional level, wisely invested in human resources, created distribution channels, borrowed and spent important amounts of money, making big profits and strengthening their positions. (d) The "new arrivals" are young and ambitious graduates, having quite often had stages in foreign universities or foreign companies after 1989. Without having good perspectives in their initial profession (being sometimes overqualified), they succeeded either being employed by joint ventures and multinational companies, or creating their own businesses. Most of them had the ability to go over the difficulties of the start-up period and are a visible reality of the Romanian economic stage. Well dressed and modern, with a coherent and consistent discourse, the new arrivals imposed themselves through their knowledge and efficacy of actions, even in front of the old "morgue" directors. They have high managerial knowledge and abilities, they keep learning and are fond of continuous education, creating and developing relationships with the academic, business and political environment, at the same time. Their youth, their good perception of the reality, together with a strong independence and power desire are good complements for their formation. The teams in which they work or which they lead are good and serious and they use Western managerial techniques and take advantage of business intelligence. They are all the time in contact with the market and their clients and they even succeeded to arrive at the same level as the old bureaucrats, dinosaurs or lions, especially in niche fields (i.e. electronics and micro-electronics, IT, communications and constructions). In a rather stratified Romanian society, the successful new arrivals represent a minority, but this minority should be able to evolve quickly enough in order to reestablish the economic and, especially, social equilibrium, contributing to the development of a middle class capable of intelligently invest in order to push forward the Romanian economy.
CASE STUDY
The case study we will present identifies and analyses the organizational culture of a Romanian company, situated in the North Eastern part of the country and having a favorable position on the internal market, with good sales on the external market, as well. The company resulted from the privatization process, being one successful example for the textile filed. We will call it TEXTIL Ltd., to protect its real identity and conform to the ethical protocol necessary in order to have access to the company data. The initial, socialist enterprise from which TEXTIL Ltd was created had a long history before 1989; so, although the newly created company has 20 years of evolution, in fact, the mother company from which she was privatized has over 100 years of tradition.
In order to collect data, we used two methods: direct, non-participative observation, together with a sociological survey based on a semi-structured interviewing technique. The interviews were conducted with the main managers of the company -the strategic management and the managers from the human resources department, sales and purchasing departments.
The observation and the interviews were realized during a period of two years, 2011 and 2012. For the analysis of the collected data, we used a systemization method and a theme based organization of answers. The identification and analysis criteria for the typologies of the organizational culture were those used by Sonnenfeld (1988) and Quinn (1991).
For the entire approach a protocol was established for all stages, including exploration, description of the situation, data analysis, typological classification of the organizational culture and interpretation. TEXTIL Ltd. is a Romanian company, part of a Commercial Services Group, together with 18 other businesses, with various fields of activity. The Group officially launched into business in 1993. TEXTIL Ltd. started in 1993 as a very small company with two employees and a small social capital. After 20 years, the whole business has about 2400 employees and makes 85 million euro per year. As part of the Group, our analyzed company has about 250 employees.
TEXTIL Ltd. was created from the most important private company in the textile field, with an experience of over 100 years in the industry. The company cooperated with more than 20 countries from Europe, Asia, Central and North America, and this is a guarantee for its clients, as far as quality and competence are concerned. More than 80 % of the entire production is exported. Production is fixed through contracts with important clients, their demand being precise and determined. The textile market, very dynamic and fluctuating, highly competitive, is less watched by the responsible people from the company, the whole market analysis being rather done by the main beneficiaries, especially big furniture companies. The company's management is ensured by the General Assembly of the Shareholders, who decides on aspects regarding the main activities, the economic and commercial strategy. This GA also elects an Administration Council, consisting of shareholders' representatives and coordinated by the President of the Council. Current activities are assured by the General Director, nominated by the Administration Council -or more specific, the main, majoritary shareholder. There is a specific administrative and managerial hierarchy, in which confidentiality is the most important principle.
The TEXTIL Ltd. environment
The market of textiles went through important changes recently, of which the most important are the following:
-at international level, two countries have a strong competitivity -China and India -and they won a market share more important than the European Union, USA and Canada; -at national level, a decrease of the market share of Romanian companies was registered (85 % of the textile products are imported); -the market is strongly fluctuating and volatile; -the financial and economic crisis lead to a decrease in the population's purchasing power and, as a consequence, to a decrease in the demand of textiles for the home-country; -a certain movement of the national companies towards the internal market can be observed, together with the tendency to develop their own brands; -changes in the consumers' preferences can be observed -especially the fact they became more quality oriented and sensitive to the way products are presented; -the market is very dynamic, and this creates difficulties in terms of rapid adaptation; -there are important European standards which have to be respected; -qualified workers are less readily available due to migration, retirement and lack of training; -it is difficult to buy specialised new and up-to-date equipment; -there is a strong dependency on a limited, small number of big, important clients.
In this context, TEXTIL Ltd. tries to closer supervise the own market share, to invest in modern equipments, to provide high quality products, to increase human resources' qualification and to permanently adapt to the market dynamics.
The TEXTIL Ltd. organization
The organization is strongly hierarchical, with a weak delegation of responsibility, only towards persons of high confidence. Control and surveillance are permanent. There is a clear task allocation between hierarchical levels, but less at the operational level. Direct supervision is used, even if people move from one operation to another. A severe hierarchical control for all activities is also established. Most low-skilled employees were trained within the company, even if, at the time they were recruited, they were required to be specialists. This is the most vulnerable issue for human resources management, because employees are easily tempted by higher salaries in other companies.
Shareholders were rather constant, since the creation of the group. The company did not make major investments in equipment, marketing campaign, public relations and image creation. The distribution network is old, the logistic system incomplete, the relationships with the clients is sporadic, usually for negotiations and contracts. A certain tendency to invest in the personal comfort, in luxurious offices and cars can be observed, and less for improving working conditions.
Mission, vision and strategy of TEXTIL Ltd.
3.3.1. Mission "TEXTIL Ltd. wants to valorize the quality and the conception of products in line with the market's exigencies; we exist in order to satisfy the most diverse and precise needs of our clients, through the assurance of a complex assortment, with modern technology and according to the latest tendencies of the international market."
Vision
TEXTIL Ltd.
-will be a solid organization, stable, oriented towards performance, capable to use modern technologies in a productive, equilibrated and adaptable structure, delivering dynamic and efficient products; -will develop environmentally friendly technologies; -will have a constant communication with the internal and external environment, in order to always be connected with the changes in the field; -will maintain its policy of networking with main partners (suppliers and clients), based on respect and promptitude.
Strategy -keep track of and integration of EU's layouts and stipulations from the
sectorial programs directed to the subventions of different sectors' development; -creation of new products for the national and international market; -favorable positioning on the market for existent products; -investing in performant equipment, logistics and distribution network; -creating of its own innovation center and pilot station for micro-production; -obtaining all necessary quality and environmental certificates; -creation of its own company brand; -identification of the possible market share increases through information gathering and strategic analysis; -reducing existent stocks of products by working with specialized warehouses; -creating warehouses for all component units of the group; -adapting own prices through comparison with the main competitors; -assuring the necessary qualified and experienced personnel for key positions in order to increase the company's performance; -improving relationships with the main suppliers.
Organizational culture of TEXTIL Ltd.
There is no awareness and no internal formalization of a specific organizational culture of the analyzed company. However, a form of spontaneous and evolving internal culture exists, dominated by a few elements deducted from the interviews and informal discussions with employees, suppliers and clients.
The main values of TEXTIL Ltd. are the technical and managerial performance, the focus on clients (i.e. it was claimed that the clients' needs are the priority), product quality, work attachment, respect for the engagements made, commitment for the environment, discipline, honesty and fairness. These are all declarative values (i.e. stated ones), and most of them can be found in the company's actions and activities, but deviations can be observed as well.
The main characteristics of the organizational culture, identified through both observation and interviews can be categorized in the following specific zones:
1. 
Organizational culture diagnostic
For the diagnosis of the organizational culture we used the models suggested by Sonnenfeld (1988) and Quinn (1991), which are more appropriate for the Romanian culture, characterized by a high level of incertitude avoidance and a high hierarchical distance. For comparison, we also used a typological correspondence frame based on the model suggested by Mintzberg (1992) , so that the reader could be oriented towards a larger and more complex approach for the analysis of the organizational culture of the Romanian company. We followed a case study methodology as suggested by Zaiţ et al (2015) .
The identification and analysis of the organizational culture are difficult and risky for the present Romanian companies. There are two main sources of potential errors:
(1) as starting point and basic framework for the analysis of any organizational culture from within this space; we used the general feature of the Romanian culture, (i.e. heterogeneous, complex and paradoxical), and (2), the inconsistency of Romanian managers' quests and options for certain values, norms, methods or strategic actions for their companies. As we were able to observe, TEXTIL Ltd is rather prototypical with regard to this behaviour. Thus, we will observe a heterogeneous mixture of attitudes, positions and actions of the managers and employees alike. The Sonnenfeld model has two positioning axes: characteristics of the business environment (which varies between stale and unstable) which can affect company's strategies, and the dominant manner of action or expected contribution from the members of the organization (collective or individual) (Figure 1 ). An unstable external environment is dominated by incertitude and by the need for a serious and rigorous orientation of the company to the exterior in order to correctly handle threats. A stable environment is associated with good knowledge, making possible the internal orientation of the strategy and the actions of the company. Collective contribution has the following main characteristics: loyalty, support for others, length of time spent in the company and statute, while individual contribution valorizes the person and individual creativity, considered the essential support for obtaining value and added value in the company.
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Figure 1 Sonnenfeld model of organizational culture
The academy type company exposes employees to various jobs, so that they can move around within the organization and gather experiences. Employees are usually highly qualified, tend to remain in the organization, having promotion opportunities, because the organization provides a good and stable environment for personal development. The club type company is concerned with how well people will fit. In this case, employees start at the bottom and stay with the organization, which highly values seniority. The baseball company builds teams of talented people, highlyskilled, even stars, who are heavily rewarded for their accomplishments. However, these employees are in high demand and they tend to quit if a better opportunity comes along (i.e.a better job is offered elsewhere). The fortress type company is an organization preoccupied mainly with survival. These organizations usually undergo massive reorganization, and employees are in a risky position, they do not know if they will be laid off or kept within the company.
Before moving to the case study we mention that organizational culture exists at two levels:
-surface level: observable (i.e. visible characteristics); -underlying level: true culture, comprising values, assumptions and beliefs. At the declarative or stated level, things differ, compared to the existent level. Keeping such distinctions in mind and using the Sonnenfeld model, TEXTIL Ltd. could be paradoxically placed somewhere between two organizational cultures physiognomies: Baseball and Club. At a declarative level, the company would be placed in the Baseball box, while in reality, the company is rather in the Club box. At the declarative level, TEXTIL Ltd. encourages innovation and risk taking, recognizes and rewards individual contributions. At the real level, TEXTIL Ltd. highly values seniority, loyalty and commitment to the group, and social fitting is crucial.
The company's market is very dynamic and volatile, thus decisions have to be rapid and flexible. People need talent, creativity, initiative and good professional skills in order to work in such a company. This is why managers state they prefered competitive and creative employees. However, in practice, the company is not very flexible towards its environment and market, it is rather passive, waiting for someone else to solve its problems and this lack of proactivity remains specific for the Romanian culture. The crisis and other external factors are always blamed for the less spectacular evolution of the company. The reasons for this hesitating position can be found in the manner in which managers approach and deal with the two diagnostic elements -environment and human resources. A decisional, philosophical and acting duplicityis almost always present. The environment is perceived as dynamic and threatening, but the approach at the managerial level is not precise, things being left to be solved by chance or hazard ("what will come, will come", "that is life", "we will wait and see" or "we will leave and we will see what will happen" being frequent expressions).
The strategy, not very precise and rather inconsistent, just vaguely integrates elements representing potential solutions to the external threats from the market. The company does not really have an active strategy of market prospecting, of potential new clients identification, rather waiting for the interested clients to contact the company.
Initiatives rarely appear, in critical situations -a few times during the previous years. TEXTIL Ltd heavily depends on a small number of very important clients (sometimes 80 % of the whole production is for just one client). The environment is perceived as unstable, but managers do not seem able or willing to suggest and integrate in the company's strategy the necessary corresponding methods for dealing with incertitude and threats, for ensuring a certain continuity and security. We did not identify any elements for a medium and long term strategy, and this makes management extremely vulnerable.
At the level of employees' relationships, management is also still hesitating, sometimes confusing and contradictory. Although on paper and at the declarative level there is a philosophy of innovation and creativity, this does not actually work in reality. Individuals are placed in groups, offered standard salaries, no matter what their real contribution is, they are considered easily replaceable, with no specific identity in the organization. It is the group and not the individual that really counts. As a consequence, there is a great work force fluctuation, which sometimes brings the company in difficulty of finding the appropriate, skilled employees. People come and go, not being motivated enough, and the commitment to the company's values is rather low.
The Quinn model suggests that organizational culture should be identified along values situated on two axes: orientation (internal/external) and adaptation (control/flexibility) ( Figure 2 ).
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Figure 2 Quinn model of organizational culture
The group type company has, as basic values, confidence, involvement and the feeling of "family" belonging. The main motivational factors are tradition, moral norms and social cohesion. These companies are oriented towards the development of human resources and place a strong accent on the loyalty of the employees. The dominant style of management is participatory and encourages teamwork and interaction between employees.
The innovative type company is based on values such as creativity, innovation, dynamism, and entrepreneurial spirit. As motivational factors, we find risk taking and initiative. These companies are highly entrepreneurial and competitive, looking for expansion and diversification possibilities. Managers are usually risk taking and oriented towards innovation and new resources attraction.
The rational type company emphasizes such values as competitiveness and employees' involvement in order to be performant, and encourages competition and compliance with performance standards. Competitive advantage and market superiority, together with profitability and efficient investments form the basis of their strategy. As for the managerial style, managers are experts, technocrats with high qualities, appreciated by their subordinates.
The hierarchical type company has, as basic values, discipline, order, permanent activity assessment and continuity of activities. Job security is the most important motivational factor. These companies look for stability and continuity, always apply rules and procedures. The manager is mainly an administrator, less willing to take risks, trying to ensure stability and constant, albeit small, profit.
For the analyzed company, TEXTIL Ltd., most of the recognized characteristics come from the hierarchical zone: stability, continuity, compliance with rules, internal efficiency, uniformity and order as basic values. Managers are focused on control and administration, looking for stability and risk minimization. Although the hierarchical organizational culture is dominant, we can also find a few elements from the innovative type: innovation is declared strategic priority, dynamism and adaptability are considered significant values, innovation and reactivity are recognized as important for employees' motivation; moreover, the leader declares his willingness to assume necessary risks, in order to develop new markets and obtain new resources. Again, we notice this double personality -the company is innovative as a managerial desiderate, in statements, yet, in reality, hierarchical. It is all about this double dimension of the company's existence, between what it really is and what the manager would like it to be.
As a managerial philosophy and immediate actions, as well, the managers seem to push people towards innovation and creativity, leaving space for interpretation for the distantly motivated employees. This explains why we cannot see the results of this permanent managerial urge for innovation. The control is continuous and obedience almost absolute.
Final analysis and interpretation
After using two models for the organizational culture diagnostic, we conclude that the analyzed company has a mixed personality and hesitates between rigorous control and permanent adaptation, between the real and the ideal image, between independent acting and the need to receive directions and reassuring control -a rather general characteristic of the national, Romanian culture. Although the managers of TEXTIL Ltd. seem in favour of a permanent and free adaptation to the threatening environment, control is always used as a precautionary measure. Moreover, the strategy of the company seems to support maintaining its structure and procedures, without adapting to the environment.
The company is placed in different categories at declarative level comparing to the real one oscillating between Club and Baseball for the Sonnenfeld typology and between Hierarchical and Innovative for the Quinn typology of organizational culture. A synthesis of these observations is presented in Table 1 . Entrepreneurial companies have a loose organizational structure and are characterized by forward-thinking ideals, energy and enthusiasm, but also by poor task discipline, inefficiency and controlling management. Missionary or divisional companies are usually large corporations, with multiple business units and product lines, sometimes organized into divisions that promote specific management for each division, with a centralized control. Bureaucratic or machine type companies have structure, consistency and longevity as strengths, and limited openness to new perspectives, together with inefficiencies resulting from bureaucratic processes as common weaknesses. Adhocracy or innovative companies have an organizational structure allowing for cutting-edge leadership, common in new industries or when companies want to become innovative leaders. They are characterized by decentralized decision making, and leaders are allowed to make judgments with efficiency in mind. As disadvantages, we have the potential for leadership conflict and uncertainty over authority. Finally, professional companies (sometimes called professional bureaucracy companies) have a level of bureaucracy similar to the machine type, but are characterized by a high degree of professional, competent knowledge workers, able to drive the economic engine. These capable workers usually have specialized skills and considerable autonomy in their work, allowing more decentralized decision making than is prevalent in the machine type.
The correspondences between the categories suggested by Mintzberg (1992) and those of Sonnenfeld (1988) and Quinn (1991) are presented in Table 2 . Considering Mintzberg classification, TEXTIL Ltd. is a mixture of bureaucratic, missionary and adhocracy organizational culture, the first two being more distinguishable at the real level, the last one at the declarative and ideal level.
To conclude, TEXTIL Ltd. is representative for the Romanian present development, characterized by the production and commercialisation of products from a well identified and represented sector. It has a long tradition in the fieldalmost 100 years, was privatized in 1993 and became part of a national business group, and has a good international image. The company underwent major changes, being now oriented towards demands from singular beneficiaries, well seen in their field. The company is searching to adapt and expand solutions, without a clear strategy. With the present number of employees -approximately 250, comparing to 2000 during the flourishing years before 1989, the company can deal with the present demand, without major challenges in terms of structure and growth. The management of the company is aware of the instability and complex dynamics of the market, environment, demand and competition, but does not seem fully capable of adapting. The efforts made are neither systematic, nor consistent and coherent on medium and long term. The labor market is not favourable because skilled employees prefer to work in more stable and better paid field, or to leave the country and work abroad. The employees do not have a privileged statute, despite the managers' statements and good intentions; actions in favour of these employees are shy, unclear when they are undertaken due to inefficient internal communication. Research and development activities are at the lower limit of the national and European regulations, and this is why the company becomes less visible on national and local level. Through all these characteristics and managerial hesitations, the organizational culture of TEXTIL Ltd. can be placed between the Baseball and the Club types (the dominant Club coming from the desired and stated actions, and not from the real, concrete ones, identifiable at strategic level), between Innovative and Hierarchical -with a dominant of the last type, control being a major preoccupation of the general manager. At the expected contribution level, the company seems oriented towards the individual, from whom ideas, creativity and innovative solutions are expected, paradoxical when looking at the national culture, collectivist and group oriented. But the orientation towards the individual is simply declared since the individual does not receive the necessary resources to accomplish its mission and responsibilities. This approach leads to negative consequences for the company's performance, the individual being considered in a way which is not adequate to its original culture. A double personality is observed -a stated/desired and a real one -it is obvious that the managers would like to impose principles specific to an individualist and innovative culture for individuals coming from a collectivist culture, without offering them the appropriate resources in order to change and adapt.
There are implications also for the foreign companies willing to do business with such a Romanian company. Potential partners should know that there are often differences between stated and real behaviors, between on paper and on reality objectives, strategies and actions. Understanding the real nature of the Romanian company will reduce communication risks and will allow the development of a mutually efficient business relationship.
